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Scope of Work 
National Park Service Inventory and Monitoring Program: Recommendation 
of strategies for interpretation within the Heartland I&M Network and Prairie 

Cluster Prototype Monitoring Program 

Problem Statement 

Park superintendents and the Inventory and Monitoring (I&M) Program recognize a need 
to develop  an education and information plan that provides methods of conveying 
summaries of the status and trend in condition of park resources to the general public and 
that explains the value, contributions, and effectiveness of the I&M Program to a broad 
audience. The Heartland and Prairie Cluster Inventory and Monitoring Network (HTLN) 
needs strategies to convey information about  

• Purposes and objectives of the I&M Program 

• Inventory and monitoring activities 

• Findings on status and trends 

• Successes in providing critical information for adaptive management decisions 

No comprehensive plan exists to disseminate this information and to show its relevance 
to staff and visitors for the 15 network parks, to other National Park Service (NPS) 
divisions, to other federal agencies and offices, or to partners of the program or parks. 
Reports and findings are disseminated through several media targeting the scientific 
community both within the NPS and out side of the bureau 
(http://www1.nature.nps.gov/im/units/htln/pc/reports/reports.htm, 
http://www1.nature.nps.gov/protectingrestoring/IM/inventoryandmonitoring.htm). 
Scientists work in a world of sound science (Steve Fancy, NPS, written communication) 
and often do not translate their findings into information that is useful or understandable 
to the non-scientific public. The gap between good scientific information and the need for 
a simple, clear message for the non-scientific community must be filled by the 
information obtained through expert recommendation (Figure 1, from Fancy, written 
communication). These recommendations can be used to develop outreach products and 
strategies that show the relevancy of the program and its findings to targeted audiences.  

Vital Signs Monitoring of the I&M Program must develop methods, media, and strategies 
to get a clear and concise message about the efficacy and findings of the I&M Program to 
a broad audience with various interests and expertise. The HTLN has an opportunity to 
lead the process of finding ways to convey information and the value of the program to 
its parks and to the public. 
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Figure 1: The Information Iceberg, linking the gap between good scientific 
information and the need for a simple, clear public message. 

Introduction 

The Vital Signs Monitoring established by the I&M Program will provide an early 
warning to park managers of certain abnormal conditions in time for parks to develop 
effective mitigation measures. Monitoring park Vital Signs gives the NPS a way to 
measure how it is preserving our natural heritage, by evaluating restoration and 
management actions. Additionally, monitoring will allow the National Park Service to 
meet certain legal and congressional mandates. It will provide parks with a means of 
measuring progress towards performance goals. The program also has the potential to be 
an educational tool to inform the public about the health and welfare of natural systems 
that the NPS is dedicated to preserve. 

The 15 parks of the Heartland Network (Table 1) extend across 8 states and a geographic 
area of approximately 500,000 square miles. They represent diverse ecological regions 
and resource bases, but more importantly from an interpretation prospective, they 
represent a diverse set of missions including cultural and natural resource preservation. 
The three largest parks within the network are developed around riverways, which have 
significant recreational resources. Small cultural parks represent pre-Columbian 
structures, early European settlement, westward expansion, childhood homes of famous 
people, and Civil War themes. Several parks have duel missions of preserving natural and 
cultural resources clearly stated in their enabling legislation. Some cultural parks have 
significant natural resources, but no mandate to manage them in their enabling 
legislation. 

Along with the diversity in mission comes a diversity of population utilizing the parks. 
Interpretive products that effectively reach park visitors intent on a day of fishing differ 
from those that effectively reach a park visitor participating in ceremonial bathing at an 
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ethnographic resource site. And yet, the activities of the I&M program play an important 
role in ensuring that the visitor experience remains of high quality in both cases. 

Similarly, different parks have staffs with different expertise and interests that 
complement the missions of the specific park. The I&M Program findings must be made 
relevant to the interpreters themselves before the interpreters can convey their relevance 
to the public. The importance of the I&M Program in a park without a clear natural 
resource preservation mandate may not be obvious to all park staff. A bridge must be 
built between each park’s primary purpose and the I&M Program so that not only the 
interpreters see relevancy, but that superintendents and other park divisions understand 
that the I&M program is serving the needs of the parks.  

PARK UNIT STATE Visitation Park Emphasis 
Arkansas Post National 
Memorial Arkansas 37565 Pre-history 

through Civil War
Buffalo National River Arkansas 646,803 Recreation 
Cuyahoga Valley National Park Ohio 2,914,861 Recreation 
Effigy Mounds National 
Monument Iowa 82,343 Pre-Columbian 

culture 
George Washington Carver 
National Monument Missouri 41,302 Childhood home 

Herbert Hoover National 
Historic Site Iowa 212,108 Childhood home 

Homestead National Monument 
of America Nebraska 52,000 Westward 

expansion 
Hopewell Culture National 
Historic Park Ohio 38,712 Pre-Columbian 

culture 
Hot Springs National Park Arkansas 3,826,675 Natural resource 
Lincoln Boyhood National 
Memorial Indiana 136,295 Childhood home 

Ozark National Scenic 
Riverways Missouri 1,623,277 Recreation 

Pea Ridge National Memorial 
Park Arkansas 70,162 Civil War 

Pipestone National Monument Minnesota 82,600 Native culture 
Tallgrass Prairie National 
Preserve  Kansas 16,873 Natural resource 

Wilson's Creek National 
Battlefield Missouri 186,654 Civil War 

Table 1.  Heartland Network parks units, and their geographic location and 
visitation (2003). 



4 

Other audiences exist within the NPS and within the federal government. For example, 
the Office of Management and Budget (OMB), to which the I&M Program is accountable 
would like a simple index or measure of condition compared to baseline data in the form 
of a “Report Card.” The idea is to measure the effectiveness of the I&M Program in 
providing the information to managers through demonstrated improvement in ecosystem 
health. Similarly, other divisions within NPS and sister agencies would benefit from 
understanding the role and function of the I&M Program. 

Federal agencies have successfully targeted audiences for very specific messages, but 
often their targeted audiences are not as broad as those associated with our National 
Parks. The Environmental Protection Agency’s Estuary Program served as a model for 
agency educational programs targeting school-age children, residential populations, and 
policy/decision makers. The Chesapeake Bay Program is a prime example of multi-
agency success in packaging a message and delivering it to a broad constituency with a 
resulting change in public attitudes and behaviors (http://ian.umces.edu/ , 
http://www.chesapeakebay.net/indicators.htm). This program and other successful 
programs may provide examples of the best strategies to reach targeted audiences and to 
make information relevant to those audiences. The I&M Program offices in different 
parts of the country have started to develop outreach products 
(http://www1.nature.nps.gov/im/units/sodn/reports/SDN_Brochure.pdf , 
http://www1.nature.nps.gov/im/units/htln/index.htm,  
http://www1.nature.nps.gov/protectingrestoring/IM/inventoryandmonitoring.htm ), but 
the HTLN recognizes that the most effective outreach product for one program or 
location may not be effective in another. 

Goal 

The over riding goal of the HTLN interpretive activities is to make the network and its 
work familiar to park personnel in all NPS divisions, and to visitors, partners, and 
decision makers. This goal may be achieved through selecting the best messages, 
products, and strategies that:  

• Convey status and trend information to park visitors with the objective to 
integrate information with an understanding of the significance of the resource to 
the visitor. 

• Convey successes, plans, and findings of the HTLN to park staff with the 
objective to integrate information with an understanding of its significance to park 
staff and divisions. 

• Convey findings, future plans, and opportunities to cooperate with HTLN to other 
federal agencies and offices, and to park and program partners. 

• Share information about the relevance, efficacy, and findings of the HTLN with 
other NPS divisions and NPS decision makers. 

• Convey the purpose, objectives, and value of the HTLN to decision and policy 
makers within the federal government and general public. 
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Approach 

The HTLN recognizes that the NPS parks and interpretive staff are well suited to identify 
the audiences and types of interpretive products needed to convey the findings and the 
value of the I&M program. Interpretive staff must be a part of the development and 
planning process.  

The I&M Program is intended to provide information to the parks for use by various 
divisions in managing resources. The purpose of this project is not merely to find ways to 
convey information, but to find ways to integrate information with its relevance to the 
audience. This includes meeting the needs of interpretive staff who educate visitors and 
other park divisions that need to incorporate I&M Program findings into park purpose 
statements and general planning, resource planning and compliance, resource protection 
activities, and other park operations. Therefore, park staff is an important audience to 
receive HTLN information and an important source of input for completing this project. 

Several sources of information are readily available for identifying park missions and 
priorities. These include the www.nps.gov internet site, which contains general park 
information, visitation statistics, and Natural Resource profiles for HTLN parks. Natural 
Resource profiles are a tool for linking parks with the extensive information available in 
the I&M Program and will eventually be linked with an electronic field guide using 
National Wildlife Federation www.enature.com. Cuyahoga Valley NP is a working 
example of this important educational link 
(http://www.enature.com/parks/localguide_park_display.asp?rgn=PK_582). The profiles 
are an interpretive and educational tool that reaches a global audience and should be 
considered in the project. 

The I&M Program has a very complete website (http://www.nature.nps.gov/im/) 
describing the program, projects, and databases that are available to the public. General 
educational information is available in two brochures, the NPS Resource Inventory 
brochure and the NPS Vital Signs Monitoring Brochure. Information on the Heartland 
Network and Prairie Cluster Prototype is available at 
http://www1.nature.nps.gov/im/units/htln/. Databases including bibliographic information 
(http://www.nature.nps.gov/nrbib/index.htm), species information 
(http://science.nature.nps.gov/im/apps/npspp/index.htm), and a Geographical Information 
Systems clearinghouse (http://www.nps.gov/gis/) are also available, although only non-
sensitive information is shared with the public from these sites. Internet resources require 
the public to take the initiative in obtaining I&M Program information, data, and reports, 
but they do not actively reach out to specific target audiences.  

Monitoring priorities and justification for those priorities at each park are available from 
the HTLN. The type of monitoring being done and the mission of the park will be 
fundamental considerations in establishing audiences and messages relevant to individual 
parks. The cooperator will identify key messages that are common to parks and develop 
them as interpretive themes.  
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The cooperator will develop strategies for delivering messages through interpretive 
themes to the target audiences. Strategies will include basic information on the type of 
media, method of presentation or product, and best personnel for implementing the 
strategy. Strategies must be easily implemented with the staff available and should not 
present a burden on park personnel or park budget. Strategies may include outsourcing of 
product development and construction for displays, brochures, videos, or other products. 
Consideration must be given to: 

• Interpretive function 

• Interpretive focus 

• Interpretive structure of media 

• Interpretive effectiveness  

All products identified within the strategies must meet the standards of the NPS 
Interpretive Development Program (http://www.nps.gov/idp/interp/standard.htm). The 
national standards for interpretation have been set in ten benchmark areas of interpretive 
work. The national standard rubric for each competency is used by peer review certifiers 
in measuring whether a specific product demonstrates the elements of success. The 
outcome of any product recommended by the strategies must reflect the principles in the 
Interpretive Development Program and pass certification. It is recognized that 
certification of a product will depend on its final design and content, which goes beyond 
the scope of this project. This scope of work is for a report that suggests the interpretive 
themes and products within strategies that would meet the requirements of the 
competencies with special attention to:  

• Module 101: Fulfilling the NPS Mission: The Process of Interpretation 

• Module 110: Visitor Needs and Characteristics 

• Module 311: Interpretive Media Development  

• Module 340: Interpretive Research and Resource Liaison  

Contract Tasks 

The cooperator will accomplish the following tasks and any corollary steps needed to 
meet the principal goal. Those products are subject to review by the HTLN, interpretive 
staff and managers in each of the HTLN parks, Midwest Regional Office staff, and other 
partners as determined by the HTLN. 

Task 1:  Identify interpretive objectives within the primary goal of making the 
HTLN and its work known to audiences 

Engage interpretive staff and HTLN staff in determining the objectives in disseminating 
information on HTLN activities and findings. Examples of objectives may include: 

• Provide information in formats from which park staff can develop interpretive 
programs that highlight the HTLN activities within their park 
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• Develop visual materials highlighting HTLN activities that can be used in visitor 
service areas 

• Provide summary materials that help park superintendents better characterize the 
natural resource conditions within their parks based on HTLN findings 

• Develop products that help local agencies understand the role of HTLN in 
ecosystem assessment 

• Make other NPS divisions aware of the HTLN 

• Inform Congressional representatives of HTLN accomplishments in parks within 
their districts 

The cooperator will work with NPS staff to develop objectives.  

Task 2:   Identify audiences and messages 

Collaborate with interpretive staff at the Midwest Regional Office and HTLN parks in 
identifying appropriate audiences for interpretive products. Contact HTLN to identify 
program partners, potential partners, and key policy/decision makers associated with the 
program. Although audiences are stated in the goal section of this scope, direct 
messaging to all of those audiences may not be effective. Park interpretive staff and 
HTLN staff can assist in prioritizing target audiences. 

Determine the most effective message to carry to each priority target audience. Develop 
themes that make the message relevant to the audience.  

Task 3:   Identify the most efficient and effective media, products, and strategies to 
deliver the message to the target audiences 

Match interpretive materials/products with target audiences using the input of interpretive 
staff. Make specific recommendations as to strategy to meet the stated objectives for each 
audience and theme. Ensure that all products identified within the strategies can meet the 
standards of the NPS Interpretive Development Program.  

Suggest the best personnel to implement strategies (e.g., park interpretive staff, Midwest 
Regional Office, HTLN staff, out-sourced contractor, cooperator), considering limitations 
of staff and money. This must take into account input from park and HTLN staff, who 
know the capacities and capabilities of their organization.  

Products 

Develop a report presenting the priority audiences and the most meaningful themes for 
those audiences. The report will include specific strategies to reach priority audiences 
with the selected interpretive themes. The report will review the manner in which the 
selection of audiences, messages, and products was made.
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Timeline (subject to negotiation) 

Initiate agreement Develop an interim report of target 
audiences and messages for park 
and HTLN review 

Develop park and network 
strategies for meeting objectives 
for MWRO review 

Draft report Final report 

March,2005 April, 2005 May, 2005 June, 2005 August, 2005 

 


